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Use All Available Personnel

Invariably, the early phases of a
major case investigation are the
most important and personnel-in-
tensive. Almost simultaneously,
personnel must process the crime
scene, interview victims and wit-
nesses, pursue any initial leads, and
begin canvassing residents and mo-
torists for additional leads. If there
are not enough investigators to per-
form all of these tasks, supervisors
should not hesitate to use available
patrol personnel.

Every department has talented
patrol officers who work the street
diligently every day. Some are wait-
ing for their chance to be assigned
to criminal investigations; others
prefer patrol work but enjoy the
challenge and change of pace that
a major case investigation offers.
Supervisors should harness the
abilities of these officers in the
early phases of an investigation to
perform specific tasks, such as

canvassing motorists, thereby free-
ing investigators to concentrate on
interviewing witnesses and follow-
ing leads.

Supervisors also should seek
the assistance of surrounding law
enforcement agencies. In many ju-
risdictions, city and county law en-
forcement agencies form major
case task forces to assist one an-
other in times of emergency. If the
circumstances warrant, SuUpervisors
should not hesitate to request the
assistance of task force partners
during major case investigations.

Once the investigators who
will be assigned to the case are
assembled, the supervisor must
give them leads that suit their
skills. Some investigators excel at
processing crime scenes, others at
interviewing victims or conducting
interrogations. Supervisors must be
cognizant of the different abilities
of their personnel. Chronic failure
to appreciate and properly assess

Captain Sullivan commands the criminal investigation
division of the Dubuque, lowa, Police Department.

2 / FBI Law Enforcement Bulletin

One of the most
critical errors
supervisors can
make during a
major case
investigation is
moving too fast.

JJ

the skills of investigators will result
in a growing list of unresolved
cases.

Develop a Checklist

Just as investigators use check-
lists to guide them while processing
crime scenes and documenting in-
vestigative steps, Supervisors
should use a checklist as a guide
while performing supervisory du-
ties. Supervisors should develop a
standing list of the primary tasks
that must be performed during in-
vestigations and then check them
off as they are assigned. Supervi-
sors should personalize the check-
list to fit their needs and the require-
ments of the department. The
checklist should be comprehensive
enough to address the wide ranging
aspects of a major case investiga-
tion, which include securing the
crime scene, notifying the medical
examiner, obtaining search war-
rants, and assigning vehicle and
residence canvasses. Prepared
checklists reduce the pressure on
supervisors to remember everything
and can assist them in organizing
and prioritizing the investigative
steps that must be completed.

Focus on the Evidence

Occasionally, investigators and
supervisors become too focused on
searching for and arresting a sus-
pect instead of locating, securing,
and collecting evidence of the
crime. Generally, the investigative
team gets only one opportunity to
collect evidence, and it must gather
all it can while the evidence remains
available.

At times, of course, suspects
possess evidence on their bodies or
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By MICHAEL J. SULLIVAN

Managing Major Case Investigations
Suggestions for Supervisors

he telephone rings, rousing

you from a deep sleep. As

the supervisor of a detective
squad, you have grown accustomed
to being awakened in the middle of
the night. At the other end of the
line, the night-watch patrol supervi-
sor informs you that a double homi-
cide has just occurred; investigative
staff and supervisors are required to
assist with the investigation. You
will take over as the case supervisor
once you report to duty.

What do you do? Do you have
guidelines or a protocol in place to
provide a framework for proceeding
with the supervision of the case?

While reference material pro-
viding officers and investigators
guidance on the proper procedures
to follow when conducting major
case investigations abounds, little
of this material is available for su-
pervisors who have to manage
these cases. Thus, many supervisors
must rely on trial and error to de-
velop a workable blueprint for man-
aging and supervising major case
investigations. The following sug-
gestions provide basic guidelines
for managing the complexities of a
major case investigation. They do
not represent a step-by-step guide to
case management but, rather, a
framework to keep investigations
on track. Together with an agency’s
established policies, these guide-
lines should provide supervisors
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with a strategic plan for managing
major case investigations.

SUPERVISING MAJOR
CASE INVESTIGATIONS

Slow Down

One of the most critical errors
supervisors can make during a ma-
jor case investigation is moving too

fast. To be sure, circumstances of-
ten force investigators to move
quickly on a particular lead, but the
pace of the investigation itself
should be more controlled. Mis-
takes become inevitable when
speed supersedes thought. Supervi-
sors who assume control of a run-
away investigation should work to
slow it down.




clothing, which must be collected
as soon as possible. Investigators
should understand, however, that
they can locate suspects, collect
evidence from them, and then re-
lease them. If the evidence points to
a specific individual, investigators
can pick up that suspect for addi-
tional questioning and detention, if
appropriate.

While the seriousness of a
crime and the desire to protect the
public may dictate that investiga-
tors arrest a suspect immediately,
supervisors must weigh the long-
term implications such a move may
have on the litigation of the case. As
a rule, supervisors should ensure
that investigators possess sufficient
evidence to convict a suspect before
the individual is detained.

At the same time, supervisors
should encourage evidence techni-
cians and detectives to take the time
necessary to process the crime
scene thoroughly, even if the scene
must be secured for several days to
ensure a methodical search. Investi-
gators may have only one opportu-
nity to collect evidence. Supervi-
sors must ensure that they do it right
the first time.

Know the Crime Scene

Supervisors should familiarize
themselves with the scene of the
crime. If possible, they should
visit the area where the crime
was committed. However, this
does not mean that supervisors
should neediessly enter the primary
crime scene and disturb physical
evidence. Instead, they should care-
fully review any available photo-
graphs or videotape of the immedi-
ate crime scene.

Supervisors not needed at the
crime scene should return to the
precinct house or command center
to be available for telephone con-
sultations. A supervisor should be
able to direct the investigation from
a remote site. Moreover, investiga-
tors will appreciate the fact that the
supervisor is not standing over their
shoulders, watching every move
they make.

1!

...supervisors
should ensure that
investigators
possess sufficient
evidence to convict a
suspect before the
individual is
detained.

Maintain a Supervisory
Log of Events

Unfortunately, some supervi-
sors believe that upon their promo-
tion they abdicate their responsibil-
ity for writing reports and detailing
their activities in an investigation.
To the contrary, supervisors have a
responsibility to document their ac-
tivities just as their officers and in-
vestigators do. Prosecutors and ju-
ries want to know what transpires
during major case investigations
from the perspective of the case su-
pervisor. Such information pro-
vides an important overview of the
case that the court may not get from
any other source.

Supervisors asked to recount
the details of a case would be remiss
trying to accurately recall from
memory everything that happened
during an investigation that may
have concluded several months be-
fore the trial. For this and other rea-
sons, supervisors should document
information as it comes to them,
including the time and date and the
name of the person who provided
the information. The supervisory
log also should outline all investiga-
tive assignments and specify when
they were made.

Conduct Daily Briefings

As a case progresses, daily
briefings take on an important role
in an investigation. They keep in-
vestigators apprised of the progress
being made and keep personnel as-
sisting with the case familiar with
the latest developments. In some
cases, supervisors might want to
hold two briefings a day, one in
the morning and one in the late
afternoon.

Keep Superiors Apprised

Throughout an investigation,
supervisors should keep their sup-
eriors informed of vital case details.
To this end, supervisors should in-
vite department executives to attend
daily briefings.

Communicate with
the Prosecutor’s Office

Most prosecutors like to be no-
tified when a law enforcement
agency within their jurisdiction ini-
tiates a major case investigation.
Prosecutors who know they are
going to be the trial attorney for
a particular case often prefer to
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be involved in the investigation
from the beginning. A cooperative
arrangement in this area benefits
both parties.

In many cases, investigators re-
quire the assistance of prosecutors
in preparing search warrants and
other legal documents. When super-
visors keep prosecutors informed
from the beginning of an investiga-
tion, they eliminate the untimely
delays that occur when prosecutors
must review bulky case files to
bring themselves up to date on an
investigation.

Cooperate with the Media

As soon as practical, a supervi-
sor should arrange to disclose pre-
liminary information to the media
via a press release or news confer-
ence. In agencies with a designated
press officer, supervisors may not
have to attend press conferences,
but they should take part in deciding
what information is released to the
media. Generally, reporters appre-
ciate that investigators have a job to
do and understand that they cannot
reveal every detail of an investiga-
tion. For the most part, reporters are
satisfied if the police department
provides periodic updates regarding
an investigation.

Supervisors should maintain a
proper perspective of the media’s
potential role in a major case inves-
tigation. The press can be an indis-
pensable asset in disseminating po-
tentially helpful information to the
general public—information that
can produce valuable leads in a
stalled case, for example. Supervi-
sors should strive to achieve a coop-
erative balance when dealing with
the press.

Monitor the
Welfare of Subordinates

Supervisors should monitor the
well-being of their personnel
throughout a major case investiga-
tion. Accordingly, supervisors
should prioritize the investigative
steps and ensure that investigators
have sufficient opportunities for
breaks during the day. If the crime
scene requires extensive process-
ing, supervisors should arrange to
have the area sealed and secured
until the following day, when rested
investigators and technicians can
resume where they left off. Ex-
hausted and overly stressed per-
sonnel become prone to making
mistakes.

...effective
management can
help build a strong
esprit-de-corps
among the personnel
conducting these
investigations.

MANAGING THE
ONGOING INVESTIGATION

Once the initial stages of an in-
vestigation have been completed,
supervisors must be prepared to
manage the case follow-up. In many
ways, successful follow-up presents
a very different set of challenges
for which supervisors must be
prepared.

Control Files

It is crucial to the success of any
long-term investigation that super-
visors establish an effective system
for controlling case files. To ensure
the integrity of individual case files,
supervisors should assign one in-
vestigator as the case agent. The
case agent is responsible for insert-
ing all reports or other materials
into the working case file and
should be held accountable if prob-
lems arise with the file.

To ensure that potential leads
are not missed, no reports should be
put into the file until the case agent
and the supervisor read and initial
them. Because the case agent
might be in the field for extended
periods, the supervisor must take
an active role in prioritizing leads.
The supervisor should approve
each lead before it is assigned to an
investigator.

Cases that generate fewer than
300 leads probably can be managed
by using hard-copy lead sheets and
indices. However, supervisors
should make use of available com-
puter software programs for cata-
loging and analyzing leads in cases
that generate—or have the potential
to generate—a greater number of
leads.

To further control the paper
flow in major cases, supervisors
should arrange to have all original
reports forwarded to records control
personnel so they can copy and
distribute the reports to the de-
tective bureau. This prevents ori-
ginal reports from being confused
with their copies and also prevents
multiple copies of the same re-
port from being forwarded to
detectives.
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Take Care of the Details

Supervisors should handle as
many of the small, but important,
details as possible so that investiga-
tors can follow up on leads without
being distracted. For example, su-
pervisors should act as the conduit
between investigators and prosecu-
tors when subpoenas are required,
thus eliminating the need for inves-
tigators to expend quality investiga-
tive time pursuing such matters. Su-
pervisors also should ensure—on a
continuing basis—that investiga-
tors have the basic materials neces-
sary to do their jobs.

Cooperate with Other Agencies

Supervisors can enhance inves-
tigations greatly by fostering com-
munication with other law en-
forcement agencies. Proactive
supervisors share their case infor-
mation with any agency that may
be able to provide leads or other
information to help resolve a case.
Today’s criminals are highly mo-
bile and neighboring agencies may
be investigating different cases
that could be traced to a single
offender. By combining resources,
agencies can identify patterns that
sharpen the focus of seemingly
disparate investigations. But super-
visors cannot realize these potential
benefits if they do not share
information.

Keep Investigations Focused

Supervisors deal with many
talented and strong-willed in-
vestigators while managing major
case investigations. Among their
many tasks, supervisors must
keep investigations focused, while
managing all of the individual

personalities and egos involved. To
do so, supervisors should continu-
ally reinforce the team concept.
Many theories generally de-
velop during major case investiga-
tions, particularly before a suspect
is identified. The supervisor must
encourage investigators to keep
their options open and consider all
possibilities. Most important, in-
vestigators should be allowed to
pursue only those theories that are
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based on sound logic and consistent
with the known evidence. Because
supervisors generally do not inter-
view witnesses or victims, they of-
ten can maintain a more objective
view of the case and its intricacies
and recognize when an investiga-
tion is drifting off course

Commend Hard Work

Finally, supervisors should not
forget to recognize and commend
investigators and officers for their
hard work and commitment. While

investigators strive to solve all
cases, realistic experience dictates
that some will go unsolved, despite
the efforts of the personnel in-
volved. Supervisors should com-
mend investigators not only for suc-
cesses but also for diligent work,
regardless of the outcome. Such
praise helps to maintain morale
during protracted investigations
and helps to establish a positive
long-term working relationship be-
tween supervisors and their in-
vestigative staffs. Supervisors
never should burn their bridges on
one case by demanding more than
their personnel can give.

CONCLUSION

Major case investigations place
special demands on supervisors.
These challenges require that
supervisors develop effective strat-
egies to manage the myriad duties
they must perform. By adopting
fairly simple measures, however,
supervisors can meet the challenges
posed by these often-complex
investigations.

Despite—or perhaps because
of—the pressures associated with
major case investigations, effective
management can help to build a
strong esprit-de-corps among the
personnel conducting these investi-
gations. Supervisors should ensure
that investigations proceed in a
methodical manner that fosters
careful fact-finding and yields
strong cases that can withstand
close scrutiny in court. Supervisors
also must reassure investigators
when hard work yields limited re-
sults. There will be other cases. In
fact, the next one may be just a
phone call away. 4
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Perspective

: Zerb olerancéﬁ
in a Small Town

" | By Albert J. McCarthy
|
I he Kennett Square, Pennsylvania, Police

Department and the New York City Police
Department (NYPD) have one thing in common—
both are law enforcement agencies. Beyond that,
similarities can be hard to find. With a police force of
over 38,000 sworn personnel, New York City has
more than six times as many police officers as
Kennett Square has citizens. Yet, in recent years, this
small community of 5,600, located 25 miles south-
west of Philadelphia, has suffered many of the
plagues normally associated with big cities—includ-
ing increased assaults, heightened levels of public
drunkenness and disorderly conduct, prostitution, and
a flourishing open-air drug market operating around
the clock.

The combined affects of these and other factors
fueled an appreciable decline in the quality of life in
Kennett Square. Throughout the early 1990s, Part I
crime-per-capita figures increased.' In 1993, the once-
placid community experienced four homicides. In
1994, Philadelphia Magazine ranked the borough as
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one of the 10 least safe communities in the Philadel-
phia metropolitan area.”

The growing crime problem did not reflect a
lack of resourcefulness on the part of the police
department. High clearance rates for Part I and
Part II crimes—50 percent and 65 percent, respec-
tively—demonstrated the effectiveness of the 12-
member police force.? Periodic drug sweeps con-
ducted with the assistance of the state police yielded
numerous convictions and helped to dismantle
organized trafficking rings. Residents of Kennett
Square consistently expressed confidence and satis-
faction with their police department. But, the overall
quality of life continued to decline. The question
remained: What could be done to reverse this trend?

Big City Model

Ironically, the answer was being formulated 100
miles away in a metropolis long regarded as an
ongoing experiment in civic dysfunction. By the mid-
1990s, though, New York City had begun to post
dramatic reductions in crime. Between 1993 and
1996, the rate of serious crime in the city dropped
nearly 40 percent, while the crime rate nationally
declined a modest 2 percent.* The city has recorded
significant reductions in a broad range of crimes: The
number of murders fell from 2,245 in 1990 to less
than 1,000 in 1996, while auto theft rates declined
over 50 percent from 1990 figures. The number of
rapes, assaults, and robberies also has declined
significantly.’

Chief McCarthy B
commands the
Kennett Square,
Pennsylvania,
Police Department.
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The reduced crime rates can be traced in large
part to a shift in focus adopted by the NYPD in 1994.
Applying many of the principles outlined in the
Broken Windows theory developed by James Q.
Wilson and George Kelling over a decade earlier.° the
NYPD implemented a zero-tolerance policy toward
criminal activity—including seemingly petty offenses
that rarely warranted police intervention before. As
the police began to make arrests for such quality-of-
life offenses as public drunkenness,
graffiti-painting, aggressive

come to understand and accept that major crimes are
going to occur, and they generally are satisfied with
the law enforcement response to these types of
crimes. However, the approach adopted by New York
City addressed the types of miscreant activity and
minor crimes that have an even greater impact on
communities. When the police began to target those
kinds of problems, crime rates in all classifications
dropped.

Still; as Kennett Square’s
Police Chief, I remained skeptical

panhandling, and disorderly
conduct, outward signs of social
control began to return to the city’s
public areas. Law-abiding citizens
became emboldened to reclaim
areas and practices that long ago
had been abandoned. As they did,
they further reestablished basic
codes of civil conduct throughout
the city. Soon, public areas, such as
Bryant Park, which essentially had

From the start,
officers expressed a
higher level of

enthusiasm for the
new approach than |
had anticipated.

of whether a zero tolerance ap-
proach could produce similar
results in our own small commu-
nity. For one thing, the 12-member
police department could hardly
match the NYPD in resources or in
the kind of blanket presence of
uniformed officers that New York
could deploy to enforce its focus
on order maintenance.

Then, late in 1995, a discussion

)

been surrendered to criminals and
miscreants, flourished as the public
reclaimed and the city rejuvenated them.

Equally as dramatic as the public revitalization
that followed the shift in police focus and practices
was the impact of the zero tolerance policy on serious
crime. Murders, assaults, rapes, and other serious
crimes plunged in the wake of the police crackdown
on comparatively minor offenses. While other fac-
tors—such as the maturing of the drug trade (most of
the turf wars had been settled by the mid-1990s), a
prolonged stock market boom, and a rejuvenating
wave of immigration—contributed to the enhanced
livability of New York City, the impact of the police
department’s emphasis on maintaining order, rather
than merely reacting to crimes, clearly played a
pivotal role.

Adapting the New York Model

When I began reading articles about New York
City’s zero tolerance approach, I was intrigued by the
reduction in all types of criminal activity it yielded.
The approach itself seemed to reflect a fundamental
perception regarding the nature and effects of crimi-
nal activity: Citizens in industrialized societies have

with an NYPD patrol officer began
to change my perceptions. The
officer expressed overwhelming enthusiasm for the
quality-of-life approach being implemented by his
department. The 9-year veteran related that for the
first time in years, he actually enjoyed going to work
because he could see noticeable signs of improvement
in the community directly related to the actions of the
police department. He further explained that precinct
commanders now were given greater latitude to
address the problems residents identified in their
individual precincts. Although it took several months
for the department as a whole to accept and become
comfortable with this new orientation, the benefits to
the morale of the department eventually paralleled the
improvements to the quality of life the approach
brought about in the community

While the crime problem in Kennett Square might
seem mild compared to the problems of a big city, to
residents they are no less pressing. Throughout its
history, which dates back to the late 1800s, the
Kennett Square Police Department had strived to deal
with issues before they became crime problems.
During the late 1970s, the proliferation of drugs in
the community ushered in new challenges for the
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police department. Two particular apartment com-
plexes became open-air drug markets. As a life-long
resident, I witnessed the deteriorating effects of crime
in Kennett Square during the 1980s and 1990s, and I
resolved to address the problem.

Throughout the spring of 1996, 1 spoke to as
many residents as I could. I asked

It became readily apparent from the information I
collected that most of the problems irritating citizens
and impacting the quality of life in the borough
occurred between 9 p.m. and 3 a.m. Problems were
reported 7 days a week during these hours, but reports
tended to increase toward the latter part of the week

and peak on the weekends.

about their concerns for the com-
munity and their specific fears and
complaints regarding criminal
activity. In addition to the burgeon-
ing drug culture, the community
faced other challenges that pose
potential threats to the quality of
life. The borough is the most
ethnically diverse in Chester
County, with a mix of white, black,
Hispanic, Puerto Rican, and Asian
residents. The mushroom industry

Citizens began
stopping officers to
thank them for

helping to reclaim
their neighborhoods.

)

Unlike New York City, our
police force did not have the
resources to deploy large numbers
of officers on the street at the same
time. However, I decided that the
concerns expressed by citizens
warranted the type of approach
being applied successfully in New
York. In the summer of 1996, the
Kennett Square Police Department
adopted a two-pronged response to
the crime problems facing the

for which Kennett Square is

famous relies on a large migrant labor force. The
proximity of the borough to two urban centers—
Philadelphia, with a population of 1.5 million, and
Wilmington, Delaware, with a population of 74,000—
provides a steady flow of transients. Two smaller
cities sit directly to the north, adding to the flux of
people through the borough.

Despite these conditions, however, the vast
majority of residents expressed little fear of serious
crime. They pointed to the police department’s
successful handling of the four homicides that oc-
curred in 1993 as evidence of the department’s ability
to respond to major crimes, and they felt confident
that the department could handle any serious crimes
that occurred. In short, the citizens felt safe.

Yet, these informal interviews revealed a pervad-
ing sense of frustration among residents. They said
that activity in the town never seemed to cease; parts
of the community seemed open 24 hours a day. The
noise forced many residents who wanted to enjoy
cool summer evenings with their windows open to use
the air conditioning instead. In addition, they identi-
fied one intersection as having a particularly high
level of activity. Many suspected that the location
served as a focal point for drug transactions in the
community.

community. The department would
continue to focus on resolving major crimes when
they occurred; but it also would adopt a zero tolerance
policy toward public nuisance crimes—disorderly
conduct, disturbing the peace, public drinking, public
urination, and other “minor” offenses—that had a
negative impact on the quality of life in the borough.

Implementing the Policy

To avert charges that the policy had been framed
and forced upon an unwitting community in a
roughshod or haphazard way, I determined that the
public should be given notice before the new policy
went into effect. For 3 weeks, officers disseminated
fliers explaining the policy and met with community
groups to advise them that the department was not
instituting the policy to target any individual group by
race or economic standing. The department simply
wanted to remove from the community the bad
elements that affected all residents.

I mandated that each special operation would be
led by a supervisor to help ensure that citizens’ rights
were protected. Despite the aggressive nature of the
zero tolerance approach, the emphasis would be on
clean, defensible arrests.

As the department had announced, 3 weeks after
the policy was made public, it went into effect. As in
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New York City, one of the primary operational
modifications from traditional reactive policing
involved taking officers out of their cars and placing
them on foot patrols. The officers worked in pairs at a
minimum and in groups of three under the best
circumstances. To demonstrate executive-level
commitment to the new policy, I personally super-
vised the first four weekend operations. I then alter-
nated weekends with a lieutenant who serves as the
second-highest ranking officer in

August 1996, during the first year of the policy,
officers made 220 such arrests. During the 3 summer
months of 1997, as the department continued its
proactive communitywide focus on maintaining order,
officers made 89 such arrests, indicating a general
decline in disorderly activity throughout the borough.
Close cooperation with the district justice (district
attorney) has resulted in a very high conviction rate
for offenders charged with summary offenses. In fact,
most offenders plead guilty rather

the department. From the start,
officers expressed a higher level
of enthusiasm for the new ap-
proach than I had anticipated.

In 3 weeks, the department
made over 160 arrests, primarily
for minor offenses but also for
several serious crimes. During the
next several weeks, arrests contin-
ued to mount, especially in areas
that previously had been identified
as criminal “hot spots” by resi-
dents. By the end of the seventh
week, criminal and nuisance

than contest the charges. At the
same time, the police department’s
focus on defensible arrests has
helped to limit public criticism of
the department’s zero tolerance
orientation. During the first year of
the policy, only one formal com-
plaint was filed against the depart-
ment, despite the increased number
of arrests.” Minority groups who
feared that the police department’s
zero tolerance approach might give
officers an excuse to harass inno-
cent people instead have found that

activity in the two apartment

complexes and the intersection that once had served
as all-night drug bazaars declined dramatically. Still,
the police department maintained its aggressive zero
tolerance orientation. As the policy entered its third
month, I became concerned that the support of the
borough council and the mayor would wane after the
problems seemed to be under control. I knew that the
problems would reemerge or possibly relocate to
other areas of the community if the department did
not continue to work proactively to maintain order.
However, upon receiving positive comments from
residents and observing noticeable improvements in
the quality of life throughout the community, it
became clear that municipal officials would provide
long-term support for the policy.

Resuits

In the 3-month period of June through August
1995, the year before the zero tolerance approach was
adopted, the Kennett Square Police Department made
39 arrests for public nuisance offenses. From June to

they are among the primary benefi-
ciaries of the policy. Minorities had been the targets
in a large percentage of the crimes that occurred in the
borough.*

As the prevalence of minor criminal activity
began to fade and the quality of life began to improve
throughout the community, police officers in Kennett
Square began to experience something their counter-
parts in New York City had by now grown accus-
tomed to: Citizens began stopping officers to thank
them for helping to reclaim their neighborhoods. The
enhanced citizen support and involvement, in turn,
has helped officers respond even more effectively to
problems that do occur. Also as in New York City,
Kennett Square’s focus on maintaining order and
addressing minor criminal activity has resulted in a
significant decline in serious (Part I) crime throughout
the community.” Although criminologists and sociolo-
gists might debate the specific causal factors, it would
be difficult to dismiss the correlation between an
emphasis on enforcing quality-of-life ordinances and
resulting declines in serious crime.
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Conclusion

Today, more than 2 years after the police depart-
ment adopted a zero tolerance policy, the open-air
drug markets have closed down and have not relo-
cated to other areas of the community. Incidents of
disorderly conduct have fallen sharply. The din of car

Reporting Program, consist of the following crimes: Criminal homicide,
forcible rape, robbery, aggravated assault, burglary/breaking and entering,
larceny-theft, motor vehicle theft, and arson.

? Larry Platt, “In My Little Town,” Philadelphia Magazine, November
1994.

* Internal crime data, Kennett Square, Pennsylvania, Police Depart-
ment. 3

* Tod Newcombe, “New York City Crime Drops 38 Percent,”

stereos blaring through the night has subsided. Come
this summer, residents of Kennett Square will be
hoping for mild weather— they look forward to
sleeping through cool summer evenings with the
windows open. 4

Government Technology, March 1997, 18-19.

3 John Leo, “You Might Even Want to Live There,” U.S. News and
World Report, November 4, 1996, 19.

¢ James Q. Wilson and George L. Kelling, “The Police and Neighbor-
hood Safety: Broken Windows,” The Atlantic Monthly, March 1982, 29-
38.

7 Christina Asquith, “Kennett Square Tries Zero Tolerance”
Philadelphia Inquirer, September 10, 1997.

8 Ibid.

? Supra note 3.

Endnotes

! Crime in the United States, Uniform Crime Reporting Program,
Federal Bureau of Investigation (Washington, DC: U.S. Government
Printing Office, 1996). Part I offenses, as defined by the Uniform Crime
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Internal Affairs In
The Supervisors Role

By JON ARNOLD

rom television crime dra-

mas to police novels, inter-

nal affairs investigators
have become the pariahs of fictional
law enforcement agencies. Unfortu-
nately, some real-life police depart-
ments treat internal affairs investi-
gators the same way.

Yet, as their fellow employees
face ethical dilemmas and commu-
nity residents demand accountabil-
ity, internal affairs investigators
should hold places of honor, not
contempt. Indeed, law enforcement

professionals should regard internal
affairs functions as an integral part
of their agencies.

Many states require that law
enforcement agencies develop pro-
cedures to accept and investigate
citizens’ complaints. The 1991
Christopher Commission reported
that complaint investigations play a
pivotal role in an agency’s ability to
police its own.'

Internal affairs investigations,
also known as personnel com-
plaint investigations, represent a
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significant part of any law enforce-
ment supervisor’s job.? Whether
they work for a small department
and occasionally investigate minor
complaints or conduct internal af-
fairs investigations full time for a
large agency, supervisors have an
important obligation. Understand-
ing this role and following some
universal guidelines will assist su-
pervisors in performing this critical
task.

Simply stated, the supervisor’s
sole job is to determine the facts.
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Supervisors must view each case
just as they would any other investi-
gation, even though the “crime”
may be a violation of department
rules and the “suspect” is an em-
ployee. What confuses or sidetracks
some supervisors is the fact that
they are investigating their own.
They are unsure of how to inter-
view officers, and they become
hesitant to confront their own per-
sonnel. Yet, by understanding their
roles and following certain guide-
lines, supervisors can reduce their
anxiety over conducting complaint
investigations.

COMPLETING
PRELIMINARY WORK

Although the temptation to con-
duct interviews immediately can be
strong, it is important to complete
some preliminary work first. After
being assigned an investigation, su-
pervisors first need to review all
pieces of evidence. They must
carefully examine all documents,

statements, and photographs sub-
mitted by the complainant.

Next, they should obtain any
supporting documentation the de-
partment may have. These items in-
clude a copy of the crime or arrest
report, a computer printout of the
call for service, a paper copy of re-
corded radio transmissions, and any
other retrievable items. These lim-
ited parts of the puzzle can assist
supervisors in piecing together the
key issues or acts alleged in the
complaint.

With this information, supervi-
sors can develop blueprints for
cases. They can identify and list the
potential witnesses they need to in-
terview. Scheduling witness inter-
views in advance can avoid down-
time between interviews and keep
investigations on track.

CONDUCTING INTERVIEWS
Interviewing all of the parties

involved represents a major compo-

nent of most investigations. By

Lieutenant Arnold previously commanded the Professional
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